Risk Versus PayofJ. Risk and cost must be balanced by the prospective payoff. If a company does not view the potential profits of the commercialization activity as being sufficiently attractive (weighed against other business opportunities) to warrant the required investment, there will be no motivation to proceed. The developer's business culture and experience must be suited to the demands and risks of commercialization.
R&D Costs Versus Total Costs. It is generally assumed, even by research managers, that R&D represents a very large portion of the total cost of commercializing a new material. However, the bulk of the cost of technological innovation is in pilot-scale manufacture and product introduction. In most instances of commercialization, R&D accounts for a relatively small share of the overall cost of product development. This is illustrated in Figure 2-2, which shows the relatively modest costs for R&D compared with those for pilot development and production. This generic chart is based on the experience of the workshop participants. Thus, processing cost and the ability to scale up efficiently are crucial determinants of the ability to commercialize a new material.
The Need for "Champions." In-house "champions" willing to argue enthusiastically for the commercialization effort for a particular material are essential, and ideally they should exist at both the technical and executive levels. However, overenthusiastic promotion can mislead by generating unwarranted optimism about the technical problems and the prospective market. This excess enthusiasm can be guarded against by frequent verification of technical progress and market projections.
End Users Often Are Not the Customer. There is a kind of "food chain" with respect to materials suppliers and users. The user of a material should provide feedback on performance to the supplier. End users should ultimately drive requirements, but the end user of aopment (R&D). Estimating market size and determining the "return threshold" are critical determinants of commercial success.cause commercialization of thediation, and waste		
